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A Word From Our CEO

Over the last couple of years, I've watched Al move from something
interesting to something unavoidable. Not in theory. In practice.

At Vantaca, we are actively betting our future on this shift. Not because it sounds exciting, but because the economics are
clear and the competitive implications are impossible to ignore. Al is no longer an efficiency tool. It is becoming the defining
advantage for the companies that know how to use it well.

When | talk with owners and CEOs across our industry, | see a clear divide emerging.

Some view Al as a way to save a little time or take pressure off their teams. That is fine, but it is also limiting. Others see Al
for what it really is: a once-in-a-generation opportunity to build a fundamentally better business. Better margins. Lower risk.
More consistent service. A model that scales without breaking

That difference in mindset is going to determine who leads this industry over the next five years and who spends those
years trying to catch up. | put this playbook together for CEOs who are thinking beyond tools and features. This is not about
adding another piece of software. It is about redesigning how your business operates so that it becomes more resilient,
more valuable, and harder to compete with.

The results we are seeing from companies using Al the right way are not incremental:

Profit per door is increasing by 40 to 60 percent through real overhead reduction.
EBITDA margins are expanding as portfolios grow without proportional headcount.

(>}
(>}
© Business value is increasing because performance is systematic, not dependent on a few key people.
© Association retention improves as service consistency becomes difficult for competitors to match.
These are not projections or future promises. These are results companies are seeing today.

This playbook is built around the three questions | hear most often from CEOs:

How do | protect and expand margins in an increasingly competitive market?
How do | reduce key person risk and make my business more valuable over time?

How do | create service advantages that actually retain boards and justify premium pricing?

Al provides real, practical answers to all three. But here is the part that should create urgency: while you are evaluating
Al, your competitors are already deploying it.

The companies that move in the next 30 to 90 days will establish advantages that compound every week. Late movers will
not be able to close that gap with traditional investment or incremental change.

The question is simple. Will you lead this transformation, or follow it?

This playbook is designed to help you lead.

Ben Cutin

Ben Currin
CEO, Vantaca
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The Competitive Mandate

The community management industry is experiencing its most significant business model
transformation in decades. For the first time, technology enables you to simultaneously
expand profit margins, protect revenue streams, and reduce business risk while
improving service quality.

This is not about operational efficiency. This is about fundamentally superior economics that will separate market leaders
from those struggling to compete.

Al-enabled companies are already demonstrating profit advantages that create
insurmountable competitive gaps:

Companies adding 5,000+ units .
o . . . Alliant Property
) without increasing headcount while
L Management
Units Added achieving 90-day ROI
% Profit per door increasing
4 O -— 6 O 2 40-60% through overhead reduction Mountain Valley
as invoice processing drops from Management

Profit Increase 4.5 days to 30 minutes

Wee ks to Budget preparation falling from
o weeks to minutes, with tasks requiring
Minutes

master’s degrees now completed in
minutes instead of 1-2 weeks

HOA Strategies

Time Reduction

% Customer service call volume dropping

2 O 20% as homeowners get instant Silverleaf,
answers 24/7, with average wait times HOA Strategies

Call RedUSHEy falling from 4 min to 3 sec

\lq ntdCCl” < Back to Table of Contents > 4

powere d by HOAi




A PRACTICAL GUIDE FOR MANAGEMENT LEADERS | SPRING 2026 EDITION

The strategic implications are clear. Early adopters are not just improving operations. They are building businesses with
30-40% structural cost advantages that competitors cannot overcome, reduced key person risk that increases enterprise
value, and service standards that enable premium pricing and better margins while improving board retention. These
advantages compound daily as Al systems learn and improve, creating a widening performance gap that late movers
cannot close through traditional catch-up investment.

For executives focused on business value, profitability, and competitive position, Al adoption is not a technology decision. It
is a strategic imperative that will determine who leads your market and who struggles to survive.

| designed this playbook for fellow CEOs and executives who understand that protecting and growing profit margins
requires strategic advantages competitors cannot easily replicate. Drawing from companies already achieving measurable
financial impact, it provides a roadmap for building a more valuable, resilient business through Al.

Unlike operational manuals focused on implementation tactics, this executive playbook addresses the
business questions that determine your competitive position:

© How does Al improve our profit margins and cost per © How do we create service advantages that retain
door economics? boards and enable premium pricing?

© How do we protect business value when © What is the financial risk of falling behind competitors
key people leave? who move first?

CEOs who act now will define the new competitive standard. Those who wait will face competitors with superior

economics, lower risk profiles, and service capabilities they cannot match without years of catch-up investment.

Your competitors are already building these advantages. This playbook shows you how to move faster.

\lq ntaca < Back to Table of Contents ) 5
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Industry Snapshot: What Is Actually Changing

Al has moved from future speculation to current operating reality. The companies moving
fastest are your direct competitors, and the gap is widening.

The Competitive Reality

/8% /5%

of organizations now use Al in at least one of knowledge workers use Al tools at work,
business function. Your competitors are often without company approval. Your
already testing or deploying. team is already using it. The question is

(McKinsey, The State of Al 2024) whether you control how.

(Microsoft Work Trend Index)

857

of customer service leaders are piloting
Al for customer interactions. Boards will ta ble Sta keS.
soon expect the responsiveness only
Al can deliver.

Data security is now

(Gartner, 2024)

Vantaca’s analysis of enterprise Al usage patterns shows significant data governance gaps, with proprietary information
exposure representing the primary risk. Moving fast without governance creates liability.

What This Means for Your Business
Boards and residents will compare your responsiveness to competitors trusting Al. Process excellence and

data readiness will separate winners from losers. You win by pairing Al capabilities with clear accountability and
measurable service standards that justify premium pricing.
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Understanding HOAI: The Power of Agentic Al

Before exploring transformation strategies, it's crucial to understand what sets HOAI apart.
HOAI represents the latest generation of Al in community management---autonomous,
agentic Al that fundamentally changes what’s possible.

Beyond Al Assistants: The Agentic Difference

Traditional Al Assistants: HOAI Agentic Al:

© Reactive - wait for human prompts Proactive - identifies work to be done

© Provide information for humans to act on Autonomously executes complete workflows

© Help with individual tasks Handles complex, multi-step processes

Makes contextual decisions based on policies
and experience

© Require continuous guidance

© Continuously learns and improves from
every interaction

© Maintains long-term memory across
all operations

This distinction explains HOAI’s transformational impact. While Al assistants might help answer questions about invoice
processing, HOAI actually processes thousands of invoices, reading them, matching vendors, coding to GL accounts,
and routing for approval, all autonomously.

As you proceed through this playbook, remember that I'm not discussing another software tool. I'm describing an
Al workforce that autonomously executes complex processes across your organization, fundamentally changing the
operating model and economics of community management.

\lq ntClCCl” < Back to Table of Contents > 7
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PART 1: THE “WHY”: A STRATEGIC FRAMEWORK FOR Al TRANSFORMATION

The Three Pillars of Al-Driven Business Advantage

Al delivers three strategic advantages that directly impact your bottom line, business
value, and competitive position. Each pillar addresses a critical CEO concern that
determines long-term success.

Pillar 1: Profit Margin Expansion

Al fundamentally improves your unit economics, allowing you to grow revenue without proportional cost increases while
redeploying your team to higher value work.

Financial Impact:

© Cost per door reduced by 40-60% as repetitive © $10,000+ monthly savings in AP alone flowing
administrative tasks shift to Al automation, freeing your directly to bottom line

team for strategic work © Budget processes that consumed 1,200 annual hours

© EBITDA margins expanding as companies absorb now take 10 hours, eliminating consulting costs and
20-30% more properties with existing teams focused freeing finance teams for strategic analysis and planning
on client relationships and business development

What This Means: You can grow faster, price more competitively, and still improve profitability. Your team shifts from
data entry and processing to client relationships and business development. Your competitors operating without Al
cannot match these economics or this talent deployment.

Pillar 2: Business Insurance Through Knowledge Institutionalization

Al protects business value by eliminating key person risk and making your company’s success independent of any
individual.

Risk Mitigation:

© Critical processes and relationships documented © Business becomes more valuable and easier to
in Al systems, protecting intellectual capital rather sell because success is systematic, not personality
than allowing it to walk out the door with departing dependent
employees © New hires productive faster because institutional

© Manager turnover no longer threatens board knowledge is accessible through Al, not buried in email
relationships or service continuity threads

What This Means: Your business is more stable, more valuable, and more attractive to buyers or investors. You've
eliminated the biggest threat to enterprise value in service businesses.

\lq ntaca C Back to Table of Contents )
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Pillar 3: Competitive Moat Through Service Excellence

Al creates service standards competitors cannot match, protecting revenue and enabling premium pricing.
Market Position:

© Response consistency that builds board confidence and © Service quality that makes your company impossible to

trust across all properties replace
© 24/7 availability and instant, detailed responses that © Board retention rates improving as competitors struggle
become the new expectation to match your responsiveness

What This Means: Boards don’t fire management companies for being slow once. They fire for inconsistent service
and broken trust. Al institutionalizes excellence, making your best performance the standard across every property
and interaction. This consistency protects revenue and creates switching costs that justify premium fees.

the real work done.” This focus on meaningful outcomes rather than administrative tasks defines Al-enabled

@ As Peter Greeves, CEO of EJF Real Estate, notes: “Answering calls and emails is great, but I'd rather Al get
competitive advantage.

Core Use Cases with Proven Financial Impact

Accounts Payable: Direct Bottom Line Improvement

Real world companies are converting AP overhead into profit margin.

Financial Results:

© Mountain Valley: 99% faster invoice cycle time (4.5 © HOALiving: 95% AP automation enabled staff
days reduced to 30 minutes), with 95-100% of invoices redeployment from 6 to 2 in one company, 4.5 to 1in
auto-coded with fewer errors than human processing another, with team members moving to strategic, client-

© EJF: $10,000+ monthly savings in AP alone, improving facing roles that drive growth

profit per door across their entire portfolio
Profit Impact: Every dollar saved in AP flows directly to EBITDA. At scale, this represents 5-8% margin improvement on

administrative overhead while freeing your best people for work that actually requires their expertise.

“Vantaca and HOAI reduced 95% of our data entry. Now our people spend time on meaningful work — that’s
better for them, for our boards, and for our homeowners.”

Alex Cudney, CEO, Mountain Valley Management

\,CI ntaca ( Back to Table of Contents ) 10
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Budget Creation:
Eliminating Expensive External Dependency

Budget preparation represents one of the most dramatic time and cost savings opportunities in community management.
Financial Results:

© HOA Strategies: Budget prep reduced from 1-2 weeks © Silverleaf: Budgeting prep dropped from
to minutes per community. Tasks that previously required 3 hours to 1 hour per association

staff with master’s degrees in accounting now complete © EJF: Budget preparation reduced from

in mintes. 1,200 hours annually to 10 hours total
© Aspire Community Management: 97% less time spent
on budgeting, saving 40 hours per week

Profit Impact: Eliminated external consulting costs, enabled 15-minute mid-year budget reviews instead of lengthy
sessions, and freed finance teams for strategic analysis. Time saved represents real cost avoidance on work that
previously required expensive specialized expertise.

“It's amazing how HOAI can generate budgets in minutes. That used to take our staff, people with master’s
degrees in accounting, one to two weeks to prepare for each community.”

Trever Midgley, Managing Partner, HOA Strategies

Resident Communication:
Protecting Revenue Through Board Retention

Superior, consistent service quality protects your most valuable asset: existing contracts.
Financial Results:

© Silverleaf: Average phone wait time fell from 4:00 to © Mountain Valley: 95% of homeowner requests resolved
0:03, with 35% of inbound calls answered and resolved same-day, many in 5 minutes

by Al voice agent © Aspire: 246 hours saved on responding to emails

© HOA Strategies: 20% reduction in customer service calls in just 6 months

as homeowners get instant answers, 24-hour response © Multiple companies: Significant increases in 5-star

time to all communications customer reviews strengthening competitive position

Revenue Protection: Losing a single board contract costs far more than one year’s revenue. It eliminates future revenue,
damages reputation, and requires expensive replacement. Al-driven service consistency protects this revenue stream.

“HOA. is the best employee you ever had. It’s working for you 24 hours a day, seven days a week. But it will give
you better, more in-depth answers than you ever had access to.”

Kathy Bollo, Principal, Aspire Community Management

\,Cl ntaca ( Back to Table of Contents > 1
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Collections & Accounts Receivable:
Improving Cash Flow

HOALIiving achieved 67% automation of AR processes while maintaining appropriate tone and improving results.
Financial Results:

© Redeployed two full-time team members from repetitive © Systematic follow up improving collection rates

collections tasks to strategic revenue generating and cash flow timing
activities like client relationship management and © Consistent policy application reducing
portfolio expansion disputes and write offs

Profit Impact: Better cash flow timing and higher collection rates directly improve working capital and reduce financing
costs. Meanwhile, your team focuses on work that strengthens client relationships rather than chasing invoices.

The Bottom Line: These are not operational improvements. These are profit margin enhancements that make your
business fundamentally more valuable.

\lq ntaca C Back to Table of Contents) 12
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PART 2: THE “WHO”: EMPOWERING YOUR TEAM FOR HIGHER VALUE WORK

The People Strategy:

Elevating Roles, Not Eliminating Them

Al adoption is fundamentally about unlocking human potential. The companies seeing the
greatest success treat Al implementation as a talent strategy, not a cost cutting initiative.

Your goal is to free your best people from tedious work so they can focus on what humans
do best: building relationships, solving complex problems, and driving strategic growth.

Case Study: Silverleaf

The Scale of Impact
\

4,0007 ) { 400" | 60«

Completed tasks Hours saved T \ Time to results

In the first 60 days of deployment, Silverleaf completed 4,000+ tasks and saved 400+ hours of busywork. These aren’t
marginal improvements. This is fundamental reallocation of human capacity from administrative processing to strategic
value creation.

The Mindset Shift:

Early adopters report that initial anxiety about Al quickly transforms into enthusiasm when team members realize Al
eliminates the work they dislike most. Nobody got into community management to process invoices or chase down
routine information. Al handles the tedious tasks while your team focuses on the work that requires judgment,
empathy, and strategic thinking.

\lq ntClCCl” ( Back to Table of Contents ) 15
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Start with Focused Success:
One Department at a Time

Effective Al transformation doesn’t start everywhere. It starts strategically with one
department that demonstrates clear value, then expands.

Best Practice:

Start with back office functions like accounts payable. These yield the fastest ROI with the lowest risk, and success here
builds credibility for customer facing deployment. Once Al is delivering measurable results and earning internal trust,
expand to the next department.

The key is proving that Al makes your team’s work life better before asking them to trust it with client interactions.

Operationalizing Al:
The Weekly Cadence

Al adoption sticks when it becomes routine. The most effective teams run a simple
weekly cadence that builds confidence, improves quality, and keeps progress moving.

1. Assign one owner per department

This person tracks wins, gaps, training needs, and next steps. They become the internal expert who bridges leadership
vision with team execution.

2. Hold a 15-minute weekly “Wins and Gaps” huddle

Each person shares one thing they tried, what worked, what did not, and what they will test next week. This creates
momentum and surfaces problems fast.

3. Standardize how feedback gets captured

When Al misses, log the scenario and the desired outcome. Treat it like coaching a new teammate, not a failure. This
systematic feedback makes Al performance improve continuously.

4. Maintain an Issue List until output meets your service standard

Assign an owner, set a next action, and review it weekly until the result is dependable. This ensures nothing falls through
the cracks and quality improves systematically.

This simple cadence transforms Al from a project into an operating capability. Companies that institutionalize this
rhythm see faster improvement and higher team confidence.

\,CI ntaca ( Back to Table of Contents ) 16
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Creating Your Al Taskforce

Cross-functional leadership still plays a crucial role in successful adoption. Form a
dedicated Al Taskforce to drive implementation, results, and momentum. This group is
your internal center of excellence and should include:

© Accounting/Finance: AP/AR specialists offer high-impact © Leadership: Strategic guidance, buy-in, and resource

use cases and the clearest ROI. support. This team is responsible for:
© Operations: Owners of core workflows and processes. Selecting one department to start (usually AP)

© Community Management: Eventually bring in field
expertise after backend success.

Leading implementation and early training

Measuring impact and ROI

© Customer Service: Phase in after internal teams are Addressing internal resistance
seeing results.

Scaling success department by department

Preparing the Team for Al Transformation

Al adoption is a culture shift but with the right messaging and involvement, it becomes a catalyst
for empowerment and performance.

Preparing Your Team for Transformation

Successful adoption requires intentional change management that puts people first:

1. Lead with Relief, Not Technology

Don’t talk about Al capabilities. Talk about eliminating the tasks your team hates most. Ask them: “What part of your job
feels like busywork that keeps you from the work you actually want to do?”

2. Involve Team Members in Identifying Use Cases

Your team knows which tasks are tedious, repetitive, and frustrating. Let them identify the first Al use cases. When people
choose what gets automated, they become advocates rather than resistors.

3. Celebrate the Shift to Higher Value Work

Share stories of team members who moved from data entry to client relationship roles. Recognize people who embrace new
ways of working and help others adapt. Make it clear that success means doing more meaningful work, not working harder.

4. Start with Champions in Each Department

Identify early adopters who will test, learn, and demonstrate benefits to their peers. These champions become your
internal experts and help others see the possibilities.

Companies report that initial skepticism quickly turns to enthusiasm when team members experience how Al eliminates
their least favorite tasks while creating capacity for work that actually requires their expertise and judgment.

\,Cl ntaca C Back to Table of Contents ) 17
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PART 3: ESTABLISHING YOUR Al USAGE POLICY

Executive Guardrails:
Four Decisions to Make Before Scaling

Your team is already using Al tools, whether you've approved them or not. A clear policy
protects your business while empowering responsible innovation.

What CEOs Must Decide:

restricted?

3

builds trust.

Where Al operates:
Internal only? Customer
facing? Which functions
are approved vs.

External messaging:
How do you talk about
Al use with boards and
residents? Transparency

L

2

Accountability structure:
: Who owns quality when
- Al makes a mistake?

How do issues get
escalated and resolved?

4

Data boundaries:
What information never
goes into Al systems?
(Financial details, legal
matters, personal data)

Simple Policy Framework:

“[Company Name] supports approved Al tools to improve service quality. Team members must: (1) Never input
confidential information, (2) Review all Al-generated content before external sharing, (3) Use only approved tools,
and (4) Report concerns to [point of contact]. Approved tools: [HOAI, etc.]”

Your policy doesn’t need to be perfect on day one. It needs to exist, be enforceable, and evolve as you learn.
KCompanies with clear policies move faster because teams know the boundaries.

\,cmtccq"

powered by HOAi

< Back to Table of Contents )




The “How™:
Strategic
Implementation Path

Vantaca



PART 4: THE “HOW”: STRATEGIC IMPLEMENTATION PATH

The 90 Day Path to Measurable Results

Successful companies follow a methodical approach that builds credibility before scaling:

Days 1-30 Days 61-90

Foundation Expand

Form your Al taskforce, clean your Refine based on learning,
data, establish baseline metrics, expand to a second use case,
and identify your first use case communicate results broadly,
(typically AP or budgets). and plan your next wave.

BE

Days 31-60

First Win

Deploy Al for your chosen use

case, train it through supervised
operations, establish feedback loops,
and begin measuring impact.

Critical Success Factors:

© Start with back office (AP/AR) © Build feedback loops so Al improves continuously

for fastest, clearest RO © Maintain human oversight until trust is earned

© Define success metrics before implementation © Communicate wins to build momentum

\Companies that move methodically but deliberately see results fast and scale with confidence.
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PART 5: BEYOND THE BASICS: PATH TO FULL TRANSFORMATION

Scaling Al Across Your Business

Once initial use cases prove value, strategic expansion protects more revenue and
creates more margin improvement.

Focus on areas with clear business impact:

O-| Cs

Compliance and Governance

Automated board meeting preparation, resolution tracking, and compliance monitoring
reduce legal risk and strengthen board relationships.

Maintenance Management

Vendor automation and preventive scheduling reduce emergency costs and improve property value.

Cash flow prediction and reserve study analysis enable better capital decisions and reduce
surprise shortfalls. Aspire Community Management reports 87% less time spent completing
monthly financials, dramatically reducing close time and improving reporting speed.

Community Engagement

Personalized resident communication and satisfaction prediction protect revenue by identifying
churn risk before boards consider changes.

Financial Forecasting J

~N
Service Tier Strategy

Al enables you to deliver white glove, concierge-level service at scale. Differentiate your premium
tiers with 24/7 responsiveness (Silverleaf’s 3-second phone answer time), same-day homeowner
request resolution (Mountain Valley’'s 95% same-day rate), and proactive issue identification
before boards even know problems exist. This exceptional customer service creates board loyalty,
enables premium pricing, and makes your company impossible to replace. The result is revenue

growth through service excellence, not just cost reduction.

\lantaca“

powere d by HOAi

C Back to Table of Contents ) 23




Protecting Business
Value Through
People Strategy

Vantaca



PART 6: PROTECTING BUSINESS VALUE THROUGH PEOPLE STRATEGY

Turning Key Person Risk into Institutional Strength

The Business Insurance Perspective

The greatest threat to enterprise value in service businesses is key person dependency.
When your top manager leaves, they take critical relationships, process knowledge, and
institutional memory with them. This knowledge leakage can cost you board contracts

and damage your reputation.

What Walks Out the Door When
Your Top Manager Leaves:

© 15+ board relationships built over 5 years, with
personal rapport and trust

© Custom processes for handling difficult boards
and complex situations

© Unwritten knowledge about property quirks,
resident dynamics, and vendor relationships

© Years of email threads containing critical context
and decision history

© Institutional memory that made your company
effective but was never documented

@ What Stays When You Have
Al-Enabled Operations:

© Every board interaction documented, searchable,
and accessible to any team member

© Process knowledge encoded in Al workflows
that new hires can learn in days, not months

© |Institutional memory available on demand, not
locked in departing employees’ heads

© Service continuity that builds board confidence
regardless of staffing changes

Al fundamentally changes this equation. By capturing
processes, relationships, and knowledge in systems rather
than individual heads, you make your business success
independent of any single person.

Business Value Impact:

© Companies with systematized, Al-enabled
operations command higher valuations because
success is transferable

© Manager turnover no longer threatens board

\ relationships or service continuity

© New hires reach productivity faster because
institutional knowledge is accessible, not buried in
departing employees’ email

© Your business becomes more sellable, more
scalable, and more stable

\lq ntdCCl" C Back to Table of Contents ) 25
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The Redeployment Strategy

Leading companies treat Al adoption as a talent upgrade strategy, not a headcount
reduction plan. When Al handles tedious work, your people shift to higher value activities
that strengthen competitive position:

Real Examples of Role Evolution:

© AP specialists becoming financial analysts who identify cost saving opportunities across portfolios
© Administrative staff transitioning to customer success roles that strengthen board relationships

© Processing teams evolving into quality assurance and client experience specialists

Your team members already possess invaluable institutional knowledge. Al allows you to leverage that knowledge for
strategic growth rather than losing it to repetitive tasks.

Growth Economics

Al creates capacity that changes your growth economics. Real companies are proving you can grow dramatically
without adding staff.

Verified Growth Results:

5,000 95%

Units Added Reduction

Alliant Property Management Alliant Property Management
Zero staff added despite massive growth 95% of data entry eliminated
Saving 300 hrs/week across departments 20% portfolio growth in one year

90-day ROI achieved Team refocused on client relationships

300" 4,000°

Hours Saved Tasks

HOA Strategies Silverleaf
Saved 800+ hours in just months 4,000+ tasks completed by Al

Created capacity for significant growth 400+ hours saved in first 60 days

No new hires needed Immediate capacity creation

\lq ntClCCl” C Back to Table of Contents ) 26
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The Growth Economics: Al doesn’t just reduce costs. It fundamentally changes your ability to scale. You can pursue
aggressive growth strategies without the traditional constraint of proportional hiring, turning growth from a staffing
challenge into a pure revenue opportunity.

Strategic Advantages:

© Enter new markets without building local administrative infrastructure
© Launch premium service tiers with minimal overhead

© Acquire competitors and integrate operations immediately

The Community Manager Evolution

The community manager role is transforming from administrative processor to strategic
partner, and the shift is dramatic.

Traditiona 70* 20* 10~

Community ] Administrative Reactive problem Relationship building
Manager Time processing solving and strategic work

(data entry, routine emails, paperwork)

Allocation:

Value measured by task completion

Al-Enhanced 2 O% 3 O% 5 O%

Community ] Al oversight and Strategic community Relationship
Manager Time direction planning development and board
Allocation: engagement

Value measured by community outcomes and board satisfaction

This evolution resolves a long-standing industry challenge. Previously, companies split roles between community

managers (handling administrative work) and relationship managers (focusing on client interaction). Al eliminates

this artificial division, creating more holistic, satisfying roles where your best people spend time on work that
actually requires their expertise.
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Critical Skills in Al Enhanced Organizations:

© Emotional intelligence and relationship building with boards and residents
© Strategic thinking to identify patterns and opportunities across properties
© Complex problem solving that requires judgment and empathy

© Ability to direct Al effectively to accomplish strategic objectives

Supporting the Transition:

Leading companies redesign training to emphasize relationship skills, create mentorship for strategic thinking, develop
clear career paths from administrative to strategic roles, and provide Al literacy training to build confidence.

The key is organic evolution. Don’t change job descriptions yet. Change the work people do, allowing them to grow into
expanded responsibilities as Al creates capacity.

“Al doesn’t have to replace humans. It redefines what they do. Al handles the repetitive tasks so your staff can
focus on what matters most: connecting and communicating with clients.”

Jonathan Busa, Chief Financial Officer, Alliant Property Management

Talent Attraction and Retention
Al forward companies report significant recruiting advantages:

© Employee happiness rose from 3/5 to 5/5 as Al agents allowed staff to focus on higher-value tasks (Silverleaf)
© Offering engaging roles focused on strategy and relationships rather than data entry
© Creating clear development paths to higher value responsibilities

© Reducing turnover by eliminating the tedious work that drives people away

Companies that manage this transition thoughtfully create workforces where humans and Al each focus on their unique
strengths. Your business becomes more valuable because success is systematic, your team is more engaged because work
is meaningful, and your competitive position strengthens because your people focus on what actually matters.

Lisa Turner, Owner, Silverleaf Management Group

@ “We count HOAI agents as employees. The math is crazy when you save that much time.”
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The question is simple. Will you lead this transformation, or follow it?
This playbook is designed to help you lead.”

Ben Currin
CEOQO, Vantaca
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PART 7: MARKET LEADERSHIP: CONVERTING Al ADVANTAGES INTO REVENUE GROWTH

The Competitive Moat:
Service Standards That Protect Revenue

Boards don't fire management companies for being slow once. They fire for inconsistent
service, broken trust, and the sense that they could do better elsewhere. Al creates the
consistency that makes your company irreplaceable.

Revenue Protection Through Superior Service:

© Response consistency across all properties builds board confidence that competitors cannot match
© 24/7 availability and instant, detailed responses become the new baseline expectation
© Proactive issue identification before boards even know problems exist

© Richer reporting and insights that demonstrate value beyond basic management

The Board Retention Economics:

Losing a single board contract costs far more than one year’s revenue. It eliminates future revenue streams, damages
market reputation, and requires expensive acquisition to replace. Al driven service excellence protects this revenue by
creating standards competitors struggle to match without years of catch-up investment.

Transforming the Sales Process
Leading companies already leverage Al capabilities to win new business:

© Demonstrating real-time budget generation during prospect meetings shows capability competitors can’t match
© Presenting concrete service response time comparisons (minutes vs. days) makes the value gap obvious
© Offering premium Al enabled service tiers creates pricing power and differentiation

© Sharing case studies with quantified service improvements (board retention rates, satisfaction scores) proves business
impact

Develop a compelling pitch that positions Al not as a cost cutting tool but as a revenue protection and growth enabler.
Boards respond to business outcomes, not technology features.

What Your Competitors Are Already Doing

The competitive landscape is shifting faster than most executives realize. While you evaluate Al, your competitors are
deploying it.
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Current Market Movement:

© Regional players are winning new business by demonstrating Al-enabled responsiveness that traditional competitors
cannot match

© National management companies are making significant Al investments to protect market share and improve unit
economics

© New market entrants are using Al to compete on both price and service quality simultaneously, something previously
impossible

© Private equity buyers are specifically targeting Al-enabled management companies because systematic operations
command higher valuations

The Timeline Risk:

Companies deploying Al today will be 12-18 months ahead of those who wait. That gap represents not just operational
advantage but fundamental economic superiority. By the time late movers recognize the urgency, leaders will have
compounding advantages in data, experience, and market position that cannot be closed through catch-up investment.

Your window to lead is narrowing.

Market Positioning: Leaders vs. Followers

The market is bifurcating. Companies implementing Al today establish advantages that compound daily, creating a
widening performance gap:

Al Leaders: Late Movers:
© Superior unit economics enabling competitive © Higher cost structures making competition on
pricing with better margins price impossible
© Service standards that command premium fees © Service quality inconsistent and dependent on
and create switching costs individual performance
© Systematic operations that scale effortlessly and © Operations fragile and dependent on key people

attract buyers © Team stuck in administrative work rather than

© Team focused on strategic work that strengthens client relationships
competitive position

Companies that move now define the new competitive standard. Those who wait face competitors with advantages
they cannot overcome through traditional means. The gap widens daily as Al systems learn, improve, and
compound the first-mover advantage.
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Conclusion

The community management industry is experiencing its most significant business
model transformation in decades. Al is not just changing operations. It is redefining profit
margins, business value, and competitive positioning.

~” | The Results Are Real

Companies using Vantaca and HOAI are achieving measurable financial impact: profit per door improving 40-60%, EBITDA
margins expanding as they absorb more properties without proportional costs, and board retention rates strengthening
through service excellence competitors cannot match.

3% ' The Strategic Choice

This playbook has given you a framework for action built on three pillars:

1. Profit margin expansion through 2. Business value protection by 3. Competitive moat creation
superior unit economics eliminating key person risk through service standards that
protect revenue

© The Urgency

Everyday Al systems operate, they learn and improve, compounding the first-mover advantage. Your competitors are
already building these capabilities. The question is not whether Al will transform community management. The question is
whether your company will lead that transformation or struggle to catch-up.

Your future is unfolding now. The companies that act decisively will define the new competitive standard. Those who
wait will face an increasingly uphill battle against competitors with superior economics, lower risk profiles, and service
capabilities that command premium pricing.

Your 48-Hour Action Plan:

Within the next two business days, take these five steps to begin building your competitive advantage:

1. Share this playbook with your 3. Contact Vantaca to schedule a 4. Select your first use case (we

leadership team and schedule a strategy session assessing your recommend starting with Accounts
60-minute strategy discussion current state and optimal Payable for fastest, clearest ROI)

starting point
2. Identify one executive owner 5. Set a 90-day timeline to achieve

who will drive Al strategy and be your first measurable result and
accountable for results build internal momentum

The companies that move in the next 30 days will be 6-12 months ahead of those who delay.
That head start compounds into insurmountable competitive advantage. The choice is yours. Lead or follow.
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How to Get Started After You Read This Playbook

Before you build a plan, use this checklist to spot gaps and align your leadership team.

Al Readiness Checklist for Community Management Leaders

Use this page to spot gaps before you scale Al across the organization. Circle what is not true yet, assign an owner,
and set a date to revisit.

Readiness scale: O =Not started | 1 =In progress | 2=In place

People and Change

1. Executive owner is named, with clear success metrics.

2. Each department has a champion responsible for adoption and feedback.
3. Teams have basic Al literacy training, including what Al can and cannot do.
4,

Your internal message is consistent: Al increases capacity and consistency, it does not replace good judgment.

Process

1. Your top 5 workflows are documented, including exceptions and handoffs.
2. You know where Al fits, and where humans must stay accountable.
3. You have defined service standards for speed, accuracy, and tone.

4. You have a simple improvement habit, weekly review, owners, and next actions.

Data and Knowledge

1. Policies, FAQs, and standard responses are current and easy to find.
2. Your source data is reliable enough that your team trusts the outputs.
3. You have a single source of truth for homeowner and board guidance.
4.

You have defined what information is out of scope for Al to use or generate.

Governance and Risk

—_

Leadership has set guardrails for any customer facing Al.
Security and privacy expectations are defined for any Al vendor.

You have a lightweight review cadence to monitor quality and catch issues early.

> W N

You have clear accountability for failures, who owns the fix and how it is tracked.

How to use this score: If any area is mostly Os, start there. Al outcomes follow readiness, not ambition.
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Appendix: Research Sources and Methodology

This playbook draws from multiple research streams to ensure accuracy and relevance:

Industry Research Sources

McKinsey & Company

© “The State of Al: How Organizations Are Rewiring to Capture Value” (2024 global survey)
© “The State of Al in Early 2024: Gen Al Adoption Doubles in One Year”

© Data on enterprise Al adoption rates and business function deployment

Microsoft and LinkedIn

© “Work Trend Index” (2024)

© Global knowledge worker Al usage patterns and workplace behavior data

Gartner

© “85% of Customer Service Leaders Will Explore or Pilot Customer-Facing Conversational GenAl” (2024)
© Customer service Al adoption forecasts and enterprise deployment trends

Vantaca IQ and Benchmarking Data

Proprietary analysis of community management operations across thousands of properties
Anonymized performance benchmarks and operational efficiency trends

©
©
© Al usage patterns and security best practices derived from customer implementations
©

System of record data showing measurable impact of Al adoption on business outcomes

Customer Case Studies

All financial results and operational metrics in this playbook come from verified customer implementations:

Mountain Valley Management

99% faster invoice cycle time (4.5 days to 30 minutes)
20% portfolio growth in one year with existing team
95-100% of invoices auto-coded with fewer errors than human processing

95% of homeowner requests resolved same-day

900 hours saved annually

\,Cl ntaca ( Back to Table of Contents >

powered by HOAi

35



A PRACTICAL GUIDE FOR MANAGEMENT LEADERS | SPRING 2026 EDITION

Alliant Property Management

© Added 5,000 units without increasing headcount
© 90-day ROl achieved

© 300 hours saved per week across all departments
© Zero staff added despite significant unit growth

HOA Strategies

© 800+ hours saved in labor time within first few months

© Budget preparation reduced from 1-2 weeks to minutes per community
© 20% reduction in customer service calls

© 24-hour response time to homeowner communications

Silverleaf Management Group

Average phone wait time fell from 4:00 to 0:03

35% of inbound calls answered and resolved by Al voice agent
Employee happiness rose from 3/5 to 5/5

4,000+ tasks completed and 400+ hours saved in first 60 days

Budgeting prep dropped from 3 hours to 1 hour per association

Aspire Community Management

© 97% less time spent on budgeting, saving 40 hours per week
© 87% less time spent completing monthly financials

© 246 hours saved on email responses in 6 months

EJF Real Estate Services, Inc.

© $10,000+ monthly savings in Accounts Payable alone
© Budget preparation: 1,200 hours to 10 hours annually

© Invoice processing: 15,000+ invoices processed in minutes

HOALiving

© 95% Accounts Payable automation with staff redeployment from 6 to 2 in one company, 4.5 to 1in another
© 67% Accounts Receivable automation

© Measurable improvements in customer satisfaction and 5-star reviews
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Financial Impact Calculations:

Profit per door improvements (40-60%) are calculated based on:

© Documented labor cost reductions in AP, AR, and administrative functions
© Verified headcount redeployment from processing to strategic roles

© Measured reduction in external consulting and temporary staffing costs
©

Actual customer reported EBITDA impact

Service Quality Metrics:

Board retention and customer satisfaction improvements are based on:

© Customer reported 5-star review increases

© Measured response time reductions (days to minutes)

© Board renewal rate improvements in Al-enabled vs. traditional operations
(>}

Service consistency scores across managed properties

Industry Benchmarking

Cost per door comparisons and competitive positioning analysis draw from:
© Community Associations Institute (CAl) industry benchmarks

© Vantaca proprietary database of management company operations

© Customer Advisory Board discussions and competitive intelligence
o

Market analysis of Al adoption in property management sector

Ongoing Research

This playbook represents current understanding as of Spring 2026. As Al technology evolves and customer

implementations mature, we will continue updating this guide to reflect:
© New use case discoveries and financial impact data

© Refined implementation strategies from successful deployments

© Competitive landscape evolution and market positioning shifts
(>}

Regulatory and industry standard developments affecting Al adoption

For questions about research methodology or to contribute your own implementation experience,
contact the Vantaca Team.
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